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Introduction
This article describes the selection and innovative re-application of existing approach to understanding values that can be used by construction organisations to inform the development of policies, selection of participants, formation and leadership of teams or appraisal of personnel.
The Schwartz Values Survey and universal values structure, one of the most advanced theories of human values, has been adapted and applied in this article to access its effect on delivering greater value, building customer-oriented cultures and demonstrating corporate social responsibility (by protecting the various interests of stakeholders). It is hoped that the application of the SVS will allow organisations and teams to further understand the complex social realities that run along side the indus-try's highly adept technical processes and solutions.
1 starting the dialogue with the capture, analysis and discussion of the values priorities of individuals and groups using a method based upon Schwartz's theory of universal human values (Schwartz, 1992) . Before explaining our choice of this approach in Section 'Values theory', we examine the broader business literature for arguments of the merits of understanding values.
The benefits of organisational values programmes
This section reviews management literature relating to individual, organisational and project values, and balances the positive and negative arguments of their use as a means to deliver business success.
Organisational values and business strategy
Over the last 50 years, many business management and academic authors have contributed to the debate on whether high performance cultures are those that have strong integrated values. Peters and Waterman (1982) are well known for emphatically pronouncing strong shared values as the core of an excellent corporate culture. However, their findings have been superseded by more rigorous studies, for example Kotter and Heskett's (1992) study of 207 US firms found that an organisation's strong values can drive either high or low performance, depending on that organisation's ability to align with its market and adapt its strategies and practices accordingly (Kotter and Heskett, 1992) . We would agree that peoples' personal values should form the basis 2 for under-standing organisational values, because strategy is relatively easy to change in comparison to individuals' beliefs and attitudes. For example, McDonald (2002) sees strategy formulation being informed by the persisting cultural values of an organisation, while Hofstede (2001) believes, 'adapting the strategy is usually simpler and cheaper than trying to adapt the culture' (p. 408).
According to Handy (1993) , the culture and leadership style of an organisation can be typified as a continuum ranging from a power culture, which has a founder who sees his/her own values strategically forming the basis of all organisational decisions, to a person culture, where individuals work autonomously making decisions framed by their own values. Consequently, the extent of perceived autonomy and control should be recognised when managing people and formulating values and strategies. This is implicit within the field of strategic business management, where organisational decision makers build their strategies in various ways. Bailey and Johnson (1992) and McDonald (1996) for example, state that business managers select a mix of: (1) highly rationale planning processes, developed using data to derive optimum solutions; (2) existing shared cultural frames of reference and common values; (3) consensus building approaches where no one stakeholder has significant influence over any other; (4) antonymous subgroups and committees that address specific problems with-out need for a highly structured overarching system; (5) adherence to statutory codes and regulations or (6) an emphasis upon strong visionary leadership.
Whilst these factors are important, they do not necessarily describe which stakeholders should be consulted or how they should be involved in the values formation process. For example, when organisations use visionary leadership to formulate strategy, leaders must have a sound understanding of their own values, those of the organisation and of the market, in order that they can make well-directed decisions. Whereas an organisation formulating a strategy between many antonymous subgroups, may choose to understand separate stakeholder group values and to align these when necessary to reach consensus. In an organisation with a clearly defined leader, the leadership role, will play a critical role in creating and maintaining an organisation's culture. From the outset, a founder will begin the cultural creation process in an organisation by recruiting, selecting and promoting who they think will most successfully deliver their vision.
According to Schein (2004) (Ciulla, 1999) .
Organisations are institutions that are 'nested within societies' and influenced by national cultures and local communities (Sagiv and Schwartz, 2007) . According to them, this may partly be because 'organisations must gain and maintain a minimal level of approval from society in order to function effectively ' (p. 178) . Since such approval is necessary in order to recruit, obtain resources and find markets. Further to this 'in the long run, organisations must be able to justify their activity as expressing or at least not contradicting the preferred values prevalent in their society' (Sagiv and Schwartz, 2007, p. 178) . Other-wise, they face criticism, pressure to change, 3 or even denial of resources. Consequently, negative press and constraints imposed on a business can be severely damaging to an organisation, so they must align and 'develop and evolve in ways that are compatible to some degree with the societal culture in which they are nested' (Sagiv and Schwartz, 2007, p. 178) .
Project values and stakeholder value management
Values definition is rarely described in a project context, which is surprising given that it is this temporary environment that brings together organisations, disciplines and wider stakeholders with potentially divergent values systems and influences. There are however a number of construction specific project approaches that we will further discuss here. FUSION is a clientdeveloped, project team collaboration tool that has been promoted by the Strategic Forum for Construction (Thomas, 2000) . It uses a behaviour-based questionnaire structured around six collaboration values (Fairness, Unity, Seamless, Initiative, Openness and No blame) as a means to enable a team to understand and measure good partnering practices. This tool, whilst promoting a highly effective structured discussion, focuses on partnering values, and so does not elicit the full array of values relevant to all stakeholders, processes and products and does not explicitly balance conflicting values. Other approaches, such as value management and architectural brief-taking see values expressed in the mix of requirements, objectives and functions (Kelly, 2007; Liu and Leung, 2002) . However, people may find values difficult to express in a group-based environment (with strong minded individuals), where quick consensus is important and without concerted effort, structure and facilitation skill. This presents an opportunity to develop a structured and easily applied method for use within a project context.
Individual values and motivation
Some academics have grown cautious and sceptical of the importance of shared monolithic organisational values, reputing that they cannot fully explain or predict human action. Swindler (1986) saw the social action and motivation of individuals as complex, where peoples' perceptions shift and change to make decisions based on many conflicting individual and social factors. As such, corporate leaders cannot expect to drive an organisation by articulating abstract, sociological values statements alone, rather they must also be considerate of individuals' values and their alignment with organisational statements. Several empirical studies have shown that individual and organisational values alignment can positively affect employee satisfaction, work attitude, commitment, effectiveness and staff turnover (Meglino et al., 1989; O'Reilly et al., 1991; Posner et al., 1985) . What is more, statements from senior executives of successful multi-national organisations such as Microsoft (Peat, 2003) and Levi Strauss (Haas and Howard, 1990) , also provide evidence of the benefits of aligning individual and organisational values.
The empirical work of Posner and Schmidt (1993) work. According to Posner and Schmidt (1993) Many authors would agree that organisations that express human values will provide employees with a broader and more motivating common purpose than those organisations that define strategic goals alone. For example, Sawhney (2002) believes organisations will motivate employees, satisfy customers and create committed partners by making 'higher purpose their compass, and values their anchor' (Paragraph 4). Similarly, Peat (2003) believes that shared organisational values will 'harness the emotions and spirit of every individual towards a common purpose' (p. 3), while Dolan and Garcia (2002) claim that employees will give their commitment and be inspired to take ownership of their work if they share a common purpose (minimising the need for time-consuming controls). What these examples emphasise is that organisations should think of organisational values as energizing, motivating, and inspiring concepts that people care passionately about rather than 'shoulds' on what to do or not to do; because when people value something they spur themselves on to greater achievements (Jaffe, 1998) .
Given the complexity surrounding values and their application, it is unlikely that organisational priorities, defined as values statements alone, will be enough to inform day-to-day decision making. Individuals at all levels should have the understanding and skills to make value judgements and be conscious of their individual and organisational values, to help them build enthusiasm, commitment, and address mis-alignment and potential conflicts. The risk of not aligning individual and organisational values may be that employees find it hard to commit to those strategic organisational values exposed by senior man-agers, resulting in values not being enacted in practice and perceptions of 'empty', 'lofty' and 'hollow' organisational commitments. This according to Lencioni (2002) and Sawhney (2002) can do more harm than good and can lead to cynical and dispirited employees, alienated customers, and discredited management.
Given the strength of these arguments, we recommend that individual and organisational values should be aligned, rather than imposed top down as a set of monolithic values by senior managers.
5

Applying values
Values priorities are often tacitly held by individuals, which accounts for the popularity of predefined lists or taxonomies of values. What is more, people have a tendency to project their own values onto others, by assuming that everyone perceives the world in the same way, because it is language that helps and delimits the development of values. As such, it is often only by understanding our own values, that we can start to, without bias, recognise the values systems of others, and so it is important that everyone understands that peoples' diverse value judgements should be respected.
This article reviews the theoretical content and structure of a number of highly rational values identification methods that can be quickly used to confirm or deduce the values of large organisational samples, that is in contrast to the most applied methods today. Application methods within the construction industry, by-and-large, are applied informally and do not stress the significance of all individuals in delivering organisational values through their actions and behaviours day-to-day; rather they define the values statements of a core management team through brainstorming work-shops, which do not build organisation wide commitment and at best describe a simplistic view of organisation's high level priorities. What is important to remember here is that according to Baines (1998) , 'much of the benefit of values ownership is achieved through truly participative processes' (p. 14), a view shared by McDonald and Gandz (1992) , Jaffe (1998) and Sawhney (2002) , and enacted within multi-national companies by Jaffe (1998), using 'value cards' as a starting point to initiate discussion. Some authors, however, contest that organisational values identification should be a 'feel good effort' to engage employees and build consensus, rather a way of imposing fundamental and strategically sound belief structures on a broad group of people (Lencioni, 2002, p. 116) . We believe that individual values identification is both a personal and organisational process that allows staff to present their views and leaders to reconcile these with their own.
Values are deeply and often tacitly held beliefs. As such the sharing of individual responses must be pre-agreed by all participants and anonymity must be used when necessary to minimise surprise. It is important that employee expectations are communicated openly, and that resources and senior management commitment are provided. It is also important to pre-agree the personal and strategic mechanisms that will enable and measure the enactment of values in practice, for example employee-manager interfaces by way of personal review, Brown (1976) , strategic committees, employee representative groups and customer market planning activities to align individual, organisational and market values.
Values theory
Our research has concentrated on the need for construction businesses, policy makers and other stakeholders to develop a better understanding of their values and has sought an appropriate method of values identification with a sound theoretical basis. Described here are some of the key authors in human values theory development.
Historical and theoretical perspectives
There is growing consensus regarding the most helpful means to conceptualise basic human values, but this has not always been the case, with many concepts needing disentangling 6 (Hofstede, 1998) . We outline here key contributors to the field of human values theory before focussing on that of Shalom Schwartz. Kluckhohn (1951) wrote: 'A value is a conception, explicit or implicit, distinctive of an individual or characteristic of a group, of the desirable, which influences the selection from available modes, means, and ends of action ' (p. 395) . This definition firmly attributed values as person-centred and established them as characteristics of both individuals and groups. Subsequently, Rokeach (1972) defined values as '...enduring belief[s] that a specific mode of conduct is personally or socially preferable to an opposite or converse mode of conduct or end-state of existence ' (pp. 159-160) . He recognised values as giving meaning to action, postulated their dynamic trade-off structure and described them as relatively enduring over time. More recently, Schwartz (1987 Schwartz ( , 1992 Schwartz ( , 1994a Schwartz ( , 2005 has gained widespread agreement on five features of values as:
1. beliefs, cognitive structures that become infused with feelings; 2. desired goals with motivational ends that people (e.g. organisational leaders, policy-makers, individual persons) strive to attain; 3. transcending specific actions and situations as socially desirable goals that people think they ought to realise; 4. standards or criteria used to judge most things of importance, including the selection or evaluation of objects, actions, policies, people and events as either good or bad; and 5. ordered by relative importance and so form a system of value priorities that characterise cultures and individuals.
Values have been confused with many different, but similar concepts and so here we try to differentiate between them. Unlike attitudes, values are abstract humanly held notions that are not related to any particular object. According to Rokeach (1973) , values hold a higher place in people's internal evaluative hierarchy than attitudes and as such values-based behaviour, rather than actions driven by personality traits, has more cognitive control. In a similar way to how values frame value judgments, one or many values may frame an individual's attitude. Values are usually desirable or positive statements, '...otherwise we would speak of disvalues', in contrast to attitudes, which can be both positive and negatively expressed (Rescher, 1969, p. 5) .
The breadth of values understanding is of particular relevance in enacting business ethics and corporate social responsibility. Values provide a broad framing structure that helps us to understand particular choices in a wider context of concerns that will shape ethical decision making (Carroll, 1996; Guth and Tagiuri, 1965) . This same view is well illustrated by Hitlin and Piliavin (2004) , who see values forming an internal moral compass.
Values are learned by individuals through socialisation according to the specific moral and cultural paradigms within a social group. Norms also play a key role in the socialisation process, however, they capture an 'ought' sense, whereas values capture a personal or cultural ideal (Hofstede, 1998) . Individual values are acquired in a persons '...early youth, mainly in family and in the neighbourhood, and later at school. By the age of 10, most of the child's values have been programmed into his or her mind' (Hofstede, 2001, p. 394) . However, a person values priorities may change throughout their working lives through experience, knowledge and skills growth.
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Every individual or group will have values that are partly unique and partly shared, and as such universal values are those that are shared by all people, across all nations, ages, backgrounds and religions, and hence existing and persisting in an 'objective sense' (Haller, 2002, p. 141 ).
According to Schwartz (2005) , universality in values is a result of three requirements of the human condition: the needs of individuals as biological organisms, the requisites of coordinated social interaction, and survival and welfare needs of groups. The major differences between values and needs is that values are always motivational, unlike needs that are only motivational when they are unsatisfied (Maslow, 1962) .
The link between values and behaviour remains unclear; however, values seem to act as guidelines that direct value congruent behaviour (Bardi and Schwartz, 2003; Desjardins, 2002; Hitlin and Piliavin, 2004; Jaffe, 1998; Jones and Pollitt, 1999; Peat, 2003; Sawhney, 2002; Schwartz, 2005; Smith et al., 2002) . What is interesting is that we can in part understand both values and behaviours using the same universal values structure. This has been demonstrated empirically by Bardi and Schwartz (2003) , who believes that people behave according to values because of a need for consistency, to help in relationships or because value-consistent action is 
Universal human values content and structure
This article investigates the role of identifying universal values, as a means of promoting a dialogue of values within the construction industry. However, in taking this rational ontological position, we have excluded the use of more subjective and qualitative methods that can collect unique values using, for example elicitation techniques. In doing so, our assumption is that different cultures and individuals, while sharing a universal language of values, will prioritise them differently, depending on their unique experiences.
There are significant theoretical and practical advantages to identifying a limited set of universal values. Rokeach (1973) Schwartz (1987) and Schwartz and Bilsky (1990) took a more structured approach by suggesting an underlying tentative theory based on universal requirements of human nature and interest (individualistic vs. collectivist) that encompassed 11 motivational goals based on 56 specific values. According to Schwartz (1992) , the 56 values were a combination of 21 values items identified by Rokeach (1973) , as well as Braithwaite and Law (1985) , Chinese Culture Connection (1987), Hofstede (1980) , Levy and Guttman (1974), and Munro (1985) . The 56 values were judged to have a clear motivational goal; however, in some cases, values had multiple goals, for example intelligent and self-respect. According to Schwartz and Boehnke (2004) and Schwartz (2005) , this survey instrument was validated, through use, by some 64,000 people, across 67 countries, from highly diverse geographic, cultural, linguistic and religious backgrounds. Schwartz then used confirmatory factor analysis, with just under 11,000 people over 27 countries, to revalidate his theory that was previously devised using similarity structure analysis (Schwartz 1987) , and more recently with more widely available factor analysis techniques. Schwartz's model and fundamental motivational continuum are the most advanced values theory to date and can help individuals and organisations move beyond studying independent and singular values, to think about values systems and the dynamic interrelated structure of values. As we will see, other authors have tried to identify and classify values, by intuitively ordered values into groups to add efficiency to sorting and data analysis. However, these categorisations may be less rigorous than those defined by Schwartz empirically using Similarity Structure Analysis, a procedure that maps values items as points in a multi-dimensional space and where the distance between values items is their degree of interrelatedness (Schwartz, 2005) .
It is important to note that the same basic dynamic values structure active in the individual-level values model is also active at the cultural and institutional level. According to Schwartz (1994b Schwartz ( , 1999 , this individual and cultural congruence is because of the conflict or hypocrisy that would arise were institutions to emphasise and promote competing values simultaneously. He goes on to say that whatever the level, values are conceptually related, first because the social priorities of a culture will emerge from the psychological dynamics inherent in human nature and in universal aspects of social interaction. Second, individuals are socialised into an organisation, internalising the values that will pro-mote common interests and conform to organisational norms. Third, cultural value priorities help to determine whether conflict or compatibility is experienced.
According to Schwartz (2005) segment, because they share the same broad motivational goal (e.g. 'subordinating self in FIGURE 1 ABOUT HERE favour of socially imposed expectations', p. 235). However, Schwartz and Boehnke (2004) themselves explains that it is hard on empirical grounds to choose whether they should be defined as one or two categories, As such, we have pictured Tradition and Conformity side-byside to simplify data presentation and analysis.
The most basic and well-supported values inter-relationship is between individual and collective interests, where the attainment of values that serve individual interests are by their nature opposed to those that serve collective interests (Hofstede, 2001; Schwartz, 1994a) . The next level segments into four, with two higher-order bipolar value dimensions, self-transcendence versus self-enhancement and openness to change versus conservation. At the next level are the 10 motivational types, which are populated with the 56 values items. According to Schwartz, this fundamental model can be partitioned at any level into as many or as few categories as required to describe more simply the circular motivational continuum. Schwartz and Boehnke's (2004) own model is segmented into the four higher-order values, however, we in Figure 1 , use further categorisations of adjacent motivational types, as defined by Schwartz (1992) and further described in Table I . This interrelationship between values forms a competing values system structure that is a dynamic predictor of value conflict and congruence within individuals and groups.
TABLE 1 ABOUT HERE
Comparisons of values taxonomies Schwartz (1992) comments that the comprehensiveness of any instrument is a basic methodological problem made more important, because without it the study of values correlation and relative importance will be less robust. Allport (1961 ), England (1967 and Rokeach (1973) , and aimed at Managers and Human Resource professionals to discuss, agree and manage shared values as they integrate with business strategies; and lastly Hofstede (2001) and Hofstede et al. (1993) , whose VSM questionnaire is widely used in business management, and combines items that elicit the importance of both work values and practices. A number of authors have been omitted due to the non avail-ability of their instruments; however, Braithwaite and Scott (1991) provides a broad review of values identification methods, but not Schwartz or the full content of these methods.
Authors of particular significance from Braithwaite and Scott (1991) What this investigation may show is that the work-related taxonomies such as Jaffe and Scott (2004) , McDonald and Gandz (1992) , Hofstede et al. (1993) and Hofstede (2001) may be deliberately narrower in their content; for example they tend to include fewer ethical values (e.g.
Protecting the environment, Social justice, Beauty, Security) and fewer values that may be seen by users to be inappropriate within a work context (e.g. Preserving public image, Pleasure, Enjoyment, Self-indulgence, Excitement, Daring, Independence, Choosing own goals, Curious, Inner harmony, Spirituality, Belonging and Privacy). However, given the importance of ethical decision making and employee satisfaction in today's working environment, we favour the open use of a broader values list like Schwartz and Boehnke (2004) , as opposed to other narrow and somewhat imposing values list.
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There were several items across the lists, that did not have a direct Schwartz and Boehnke (2004) These values are more context specific descriptions of attitudes that can be classified into or across the 10 motivational types, as practical means of achieving any one of a number of the values ends in Schwartz and Boehnke (2004) . This shows that the SVS does not need amending; however, during application, more specific work or life values may, and should, be elicited and universally classified according to their type.
The above analysis has been undertaken at the level of the individual values items and shows the Schwartz and Boehnke (2004) list to be the most comprehensive. Schwartz's list has the advantage of a neutral language and perspective, which would be helpful when dealing with a range of stakeholders, including those without business interests. It is also of interest to make a comparison, where possible at the higher level of value categories or dimensions (which is the focus of Schwartz's work). It was Rokeach (1973) , who first proposed that a higher level of a circumplex nature might exist, but his dimensions (from which the categories in Table II (Arch) an architectural practice, n = 17; (Eng) a multi-disciplinary engineering organisation, n = 16; (Value) a value management consultancy, n = 10; and (Ops) a building maintenance and operations company, n = 9. In order to trial the application of the method, centred individuals' values data from study C was aggregated into groups to investigate organisational priorities and identify statistically significant differences across organisations, where averages and standard deviations were used to measure the importance and alignment and a t-test was used to measure organisational values differences. Age variability is unlikely to have a significant effect when comparing individual and organisational values priorities, as the average age within each organisational sample is relatively similar: QS = 38 years, Arch = 40 years, Eng = 38 years, Value = 34 years, Ops = 36 years. (Table III) . This test, while crude in that the statements were subjectively assigned to motivational types by the authors, demonstrated that some statements are limited in breadth, being narrowly defined around achievement and other-oriented goals. This may indicate limitations or bias in the methods used to create them within each organisation, the pervasiveness of the construction industry's current emphasis on principles such as collaboration and performance or a narrow focus on strategic values rather than a broader set of ethical stakeholder perspectives. In a bigger empirical study Webley (1999) Four of these least highly prioritised centred values are from the 'tradition' category, which may suggest that it is the least important category to the sampled organisation. This analysis provided some interesting results when looking at the organisational values priorities and role of specific organisations. For example (Arch) the architectural practice, subscribes more highly to values such as 'Aesthetics', 'Protecting the environment', 'Spirituality in work' and 'Creativity' than any other; while (Ops) the building maintenance/operation company, places greater emphasis on values such as 'Helpful', 'Honouring older more experienced others', 'Clean' and 'Choosing own goals'. These findings, while providing some insight to the specific values of these occupations, require further empirical work. It starts to reveal the extent of differences among organisations that can be found using a universal values measurement technique (e.g. 22 out of 56 values items were significant differentiators across these five organisations). It also showed that there was statistical misalignment between (QS) and (Arch) on 'Aesthetics' and 'Protecting the environment', between (Arch) and (Ops) on 'Clean', between (Eng) and (Arch) on 15 'Creativity' and between (Value) and (Ops) on Helpful, and that there was statistical alignment between (Arch) and (Eng) on 'Protecting the environment'. This may show that such organisations have more similarities than differences when using universal values, and hence demonstrate the importance of using grounded and unstructured values elicitation methods along side universal techniques, as well as the extension to consider organisation-specific behaviours.
Study A: identifying an organisations values priorities
Conclusion
The growing number of government and industry measures of social value and quality make it clear that both public and private sector construction clients are calling for the demonstration of performance that goes beyond time, cost and technical quality. These demands suggest the need for tools to facilitate a dialogue of value and human values to help define people's priorities and integrate them into construction processes and products. Values theory and practice has been presented to support this need. The results of three case studies demonstrate the unique application of this existing approach within construction to create individual and organisational profiles of values priorities that directly reflect reality.
Further research is needed to understand how values definition processes can help individuals understand values trade-offs, reach consensus, avoid conflict, make good value judgements in day-to-day situations, become more productive and understand value-related attitudes.
understand the multi-level, multi-concept nature of these other instruments. These were a construction industry set of 130 Value Drivers, who had been classified into 14 categories by CE (2003) and the Hofstede Value Survey Module (VSM) (Hofstede, 2001; Hofstede et al., 1993) . As a result, there have been significant language changes to seven values items, where four of these were to the values statement itself, rather than its defining description: 'Wisdom' (adapted to 'Wise in issues of ethics'), 'Social justice', 'True friendship', 'Obedient (adapted to 'Dutiful and professional'), 'National security' (adapted to 'Social security'), 'A world of beauty' (adapted to 'Aesthetic beauty') and 'Daring'. In order to de-emphasis values largely irrelevant to work, 'Selfindulgence' was incorporated into 'Pleasure', while 'Mature love' has been incorporated into 'True friendship'. Learning' has been added and incorporated into the Achievement values category.
In order to understand how intuitive the Schwartz category labels were for the construction industry, 10 construction professionals in three subgroups reviewed the adapted SVS that had been categorised into the 10 Schwartz motivational types, however, not named. These professionals then derived their own category name by looking at the values items that made up a grouping. This investigation demonstrated that the terminology used by Schwartz and the groups' own categories were very similar in approximately 40% of the cases and that nine out of the 10 category labels would be readily understood by construction industry practitioners, however, it was agreed that Benevolence should be simplified to Others Oriented. favour of socially imposed expectations', p. 235). However, Schwartz and Boehnke (2004) themselves explains that it is hard on empirical grounds to choose whether they should be defined as one or two categories, As such, we have pictured Tradition and Conformity side-by-side to simplify data presentation and analysis.
The most basic and well-supported values interrelationship is between individual and collective interests, where the attainment of values that serve individual interests are by their nature opposed to those that serve collective interests (Hofstede, 2001; Schwartz, 1994a) . The next level segments into four, with two higher-order bipolar value dimensions, self-transcendence versus self-enhancement and openness to change versus conservation. At the next level are the 10 motivational types, which are populated with the 56 values items. According to Schwartz, this fundamental model can be partitioned at any level into as many or as few categories as required to describe more simply the circular moti- The participants agreed that the adapted SVS questionnaire provoked the relative importance of values and helped ensure that the breadth of values concepts was considered. Individuals found that the comparison of their personal profile with the average, illustrated their degree of alignment with the organisation, including where they differed significantly. The directors, who had previously undertaken a brainstorming exercise to define organisational values at a management away day, said they preferred the SVS approach because it engaged all the staff in a structured way, and allowed individual values to be compared and aggregated. For them it was a catalyst for an open dialogue, which helped individuals gain commitment to a set of shared organisational values. This catalytic effect is one of the benefits of using a universal values language and visualisation method, 
